10

STEPS
to Self-Manage
your HOA /
Condo
Community
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Here is an
outline of
steps to take
if you want to become a “self-managed” Home Owners Association (HOA) or Condominium
community. Whether you are a newly developed community taking control from a developer
or just fed up with the lack of service and high costs of property management companies
you’ve dealt with this guide will help.

Enlist Champions
A board usually consists of 5 -7 members with varying points of view.
Talk to a few active board members and see if they are interested
in the idea of self-management and start the discussion. Collect
enough information so you can discuss the idea with the rest of the
board members at your next board meeting.

Collect Complaints
If you are managed by or still under developer control start a list of
things you would do differently. If you imagine difficulties or tasks you
do not want to handle during self-management write those down. If you
are currently managed and have a list of service complaints write those down. You will use
this as guidance of what not to do/ what you will solve going forward and why you are
contemplating this change. It is important to be able to communicate your reasons why.

Investigate Resources
Boards don’t have to self-manage alone. There are ways you can parse out the work to
make your time as a board member less like a full time job. Survey who on the board has a
skill, desire and time to do some of the tasks of operating the community. If you are short of
skills, volunteers or time for frequent activity items like monthly collections, bill payment and
financial reporting then you can look to a service like Community Financials for help.

www.communityfinancials.com

Share the Plan
First start with sharing your plan at a board meeting. List out the tasks of operating the
community and who has skills, desire and time to do each item (maybe create a matrix with
this info). Next list any 3rd party resources that you have spoken with that could perform
some of the functions as well. Have an open discussion, get feedback and make changes so
that the plan works for the board.

Show Savings
Look at your last year’s income and expense statement and you will see how much you spent
for property management, administrative fees, bank fees and in some cases personnel costs. If
you are a brand new association you can look at proposals for full management and calculate
your annual costs. Next estimate what your expenses will be if you are self-managed. If you
are using a service to help you perform some of the task like Community Financials put that
expense in. Now take the difference and see how much you will save each month, each year?
Using the saved money can you pay to improve curb appeal with landscaping or fix a recurring
maintenance issue that drains your budget or put the money aside to save for a capital project?
Or can you avoid having to increase your assessments next year?

Take a Vote
First take a vote of the board on the subject of self-management. We recommend you
consult with your community’s attorney to check if you need to get a vote of owners as well.
If it is needed you can give notice and hold a special meeting or take a vote at a scheduled
annual meeting or use an online service to take a vote like Big Pulse (www.bigpulse.com) or
eballot (www.eballot.com. However, many times a vote of the unit owners is not needed and
you are on your way. Record the vote in your meeting minutes.

Transition
The next step is to give notice to your developer or property manager. If you are in a
management agreement check the termination and notice terms, typically this is 60 days.
Mail the notice but also send one by email to get things moving faster. In your notice state
the date you will take over. Transition is not as difficult as many believe. The most important
info to get started is a list of all unit owners and addresses, a list of their monthly charges and
any current balances. You’ll want the last month’s income and expense report to copy the
line items you currently use. (This is a good time to make formatting changes if there are line
items that are no longer needed). You will then get boxes of financial reports and other files
from the developer or manager. If you are using a service like Community Financials to do
the collections, bill payment and financial reporting we would get a copy of this information to
set up in our system. Lastly you will send out a notice to the homeowners letting them know
of the change. Provide a list of contacts for certain items like accounting or maintenance
issues. If you are fast enough you may want to include with this notice an invoice for the next
month’s assessments due along with any past due balance with information on where to send
the payment.
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Get Educated
We suggest you join Community Associations Institute (CAI) www.caionline.org. CAI is an
organization dedicated to building better communities through education and resources to
the homeowner volunteers who govern communities. By joining you will have access to
published and online resources and learning events which will help with guiding you on how
to run a successful community.

Ask for Help
Remember the champions of change mentioned above, well they are not the only ones doing
the work (thankfully). The full board will be involved as well as enlisting specialist volunteers.
When we say specialist volunteers we mean someone who lives in your community may be
an expert in an area your community needs help in. For example there may be a landscape
designer, a structural engineer, construction foreman, etc that is a neighbor. By forming
committees and enlisting some specialists to help you can get more done. Remember the old
proverb – many hands makes light work.

Execute
Have your next board meeting and go thru the list of tasks and the board members who
said they will “own” each one. Then get an update from them on the area they volunteered
for. Discuss priorities for the coming year – how much money you have to spend and what
the approximate costs will be for each item. If you don’t know the costs break up the tasks
of collecting bids. Go thru your financial statements and look at where you are over budget
and discuss why. Go thru the delinquent owners and decide how to move forward with any
balances over 30 or 60 days old? We recommend you invite your community attorney to join
a meeting and answer your questions and give advice. Lastly, get a cake or bottle of wine
and celebrate making this change. Although there may be more tasks for the board to do
you will not be controlled by a developer with different priorities and you won’t be frustrated
by lack of progress and communication by a manager. You are free.
If becoming “self-managed” is right for your community then share this 10 step plan with
your board to start making a change. If the Investigating Resources step above has you
wanting to learn more about how Community Financials can help - set up a consultation. We
look forward to discussing how our services can take away over 50% of the time consuming
activities associated with operating a community. We are sure you can successfully selfmanage your community while continuing to maintain a board life balance.
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